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Background to the changes


Westinghouse is part of the British Nuclear Fuels. Its 195-acre Springfields site has gone through huge change over the past 10 years, It has over 50 years experience of fuel manufacture. On the Site are three core products incorporating 10 chemical and manufacturing plants.

“Very few organisations have to manage a transformation programme that spans an eight year period,” Westinghouse’s HR adviser Allan White pointed out. “During that time we must try to sustain output, production, quality, safety. There is not much in terms of best practice about how you effectively manage a programme of this magnitude over this timescale.”

However, much of the work in recent years has been not only about sustainability but also about active growth - making the organisation more efficient and flexible in an attempt to lure new investors. The aim is to manage the transformation and attract new business to replace the product lines that are closing.

The introduction of annualised hours as part of a new contract focused on moving away from a high-overtime culture. The norm was for operators and supervisors to work two nights a week and Sunday whether or not there was a business requirement.

These practices were seen by workers as a legitimate way to boost their earnings. There were no effective controls and the process was not managed.

Where many case studies in the series have described how companies have tackled the overtime problem directly, hoping attitudinal change would follow, Westinghouse took a different tack. It believed the culture of the organisation needed addressing first. This was an ex-civil service workforce with extremely low attrition rates (less than one per cent of people left per year), which was not comfortable with change. 

What change was implemented? 

Westinghouse’s first major challenge was to tackle its confrontational, “them and us” style of employee relations. 

It put in place a review of how shopfloor workers and managers interacted. “We found a lot of our communication lines were closed. In the consultation/negotiation arena it was one step forward, ten steps back - management and union had separate agendas,” said Allan.

“We decided we had to address this. What were we all here for? To do a satisfactory job and secure jobs for the future and add to the growth and success of the business.”

The company hired a team of consultants to examine the inter-actions and relationships between the trade unions and management. This was a most enlightening period but also a painful 'experience' for some.

Following this initial stage, it invited a team of occupational psychologists into the business to look at how employee attitudes and behaviours may be inhibiting change and preventing the business from becoming an efficient, high-performing organisation. What new attitudes and behaviours, supported by technical skills, did it need to go forward?

There were a number of casualties in the move to a new working style and culture, as some people decided they couldn’t change - or didn’t want to. The ability to embrace and cope with change was now seen as central to the organisation’s success. “A number of our people were living in the past, deep in denial and finding it difficult to change,” Allan said. “We needed to make individuals aware of what we were doing, why we were doing it and an awareness of what it meant to them.  We also provided mechanisms to support them through the change, clear direction as to what impact the changes would have on individuals and the business and encouragement to be involved in implementation and shaping the future.”

The next consideration was how it could use the new emphasis on partnership and communication to bring about changes in working practices, and find ways of improving efficiency, while ensuring employees bought into that change.

The process, whilst not without teething problems, had a number of early successes. One of the first difficult challenges were negotiations that had been going on for some months between parent company BNFL and the trade unions at national level on the introduction of a new Company Contract across all the businesses within the group. The annualised hours system at the centre of the contract was the subject of a previous case study in this series. 

The contract replaced paid overtime. The annualised hours process which was introduced provided eligible employees with a fixed number of hours according to their position, paid at the rate of time and a quarter which they could be called upon to work if necessary. 

· Shopfloor day workers got 100 annualised hours

· Shopfloor day supervisors also got 100 hours 

· Shiftworkers received 100 hours

· Clerical and support staff got 30 hours

· Other day staff grades dependant on position got 50 hours. 

The hours for different groups were based on the levels of overtime employees had worked previously. Employees could be asked to work their banked hours when required. There was a commitment from management that the hours would be utilised to meet genuine business needs.

The purpose of annualised hours was to encourage employees to complete work within standard hours as far as possible and the aim was to minimise the usage of banked hours and to promote flexible working.

When the annualised hours scheme was first introduced, it produced a major challenge to the partnership approach at Springfields. 

Allan recalled: “[The unions] said, ‘We spent all this time on developing the right attitudes, behaviours and cultures to take the business forward, and you are going to destroy it overnight. You’ve always had this hidden agenda haven’t you? We’ll never be able to run the plants based on no overtime. What’s it going to do to our earnings?’ It doesn’t do much for morale and motivation.”

Rather than impose the changes immediately after the announcement in August 1999, Site management and union representatives discussed how the arrangements could be implemented as smoothly and painlessly as possible. 

They agreed:

· A joint objective to keep the use of annualised hours as low as possible. To try and achieve the objective, to agree the need to look at how to work slicker, smarter, more flexibly. 

· A focus on flexibility by rewarding the acquisition of extra “Skillsets" introduced some years previously as part of moves towards multi-skilling.

· The involvement of employees in changing working practices to maximise the use of company time and plant – whether through lean manufacturing techniques or good housekeeping. The best ideas were published in team briefs and other corporate publications. 

· Empowering workers to think and act for themselves. As long as they were suitably qualified and experienced, people could make decisions on their own initiative without referring to team leaders. 

Benefits to the business


Westinghouse now has a highly skilled workforce and flexible working has become the norm.

Employees value their new leisure time. Where once they regularly worked long hours including Monday to Friday and weekends, they now make the most of their free time and are reluctant to give it up. People now do things they previously never had the time to do because they were so busy thinking of ways of creating extra income.

There is a new focus on work-life balance. This is vital in a company where 25 per cent of absence is caused by stress-related problems. 

Employees enjoy a regular income each month, and if they take on new skills they get further pensionable reward as part of the deal.

The new ways of working did increase morale and motivation, though not immediately. However, the company is still supporting employees' cope with change and low morale caused by uncertainty about the future. 

Absence levels have fallen, though there is still room for improvement. The year before last, average absence was 7.8 days per employee. Last year it was 6.5, while the target for this year is 6. Managers are provided with tools and techniques to maximise attendance. Training is also given to trade union representatives to raise their levels of awareness and to support them in their discussions with local managers and their members 

The impact on workplace culture has been enormous, and is helping Westinghouse cope with the many challenges it faces. Not only has the partnership approach brought improved performance among the work teams; it has also enabled the organisation to help employees cope with and become involved in the change process.

. 

This year, for example, a new publication called Your Future is helping individuals understand what the changes mean to them and their careers. It helps individuals decide where their future lies, in or outside the organisation. A “workplace listeners” scheme has also been introduced. Volunteers, from senior managers to shopfloor workers, have been trained in listening skills, which enables them to spot the signs of stress at an early stage.  

Westinghouse is also proud of the fact that the trade unions hold up the Site as a model on how to handle run-downs – a commendation which brings a number of visitors to the site each year to listen, learn and share good practice.

“There is now a positive response to change,” Allan said – “how we can do it, not how we can’t do it. People have to deal with the future, not the past if an organisation is going to survive and be successful.”

What does the future hold?


Westinghouse hopes to sustain its approach to working flexibly and delivering continuous improvements. To support this, it aims to further promote a learning culture to enhance skills and support business growth. 

“This transformation process is to manage a reduction from what was 4000+ down to 600 by voluntary means,” Allan said. “If we revert to compulsory redundancies there are no winners. That is our achievement to date and up to now we have hit our targets year in year out. The challenges over the next three years are difficult but by working together, we can reach our goal". 

Questions and answers 

Q What were the safety implications of devolving responsibility?


A “One of the first things we did that cemented the success of working together was to introduce a joint behavioural safety programme – our accidents, near misses, etceteras came from a high level down to virtually zero. At the moment, we have gone 4 million hours with no accidents. That is a fantastic success for a nuclear Site".

Q Do you have any hourly paid workers?


A “No, we now have monthly cashless pay for all. Our employees are all salaried. This was another major point of resistance from some employees – how are we going to manage on monthly pay? A lot of people who were still getting paid on a weekly basis were up in arms.” By sharing the problem with local representatives, we came up with an acceptable way forward. 

Q How was overtime managed for, say training and briefings during the changes?


“We were already starting to manage overtime effectively before annualised hours were introduced – that is why some of our senior managers were opposed to its introduction because of the cost associated with it. 

When we first introduced additional skilling and teamworking, we brought in fixed term contractors to cover while people were at college training. This strategy helped minimise the use of overtime.

Q How successful have you been in your objective not to use the annualised hours?


A “We had some 12 people who worked 25 hours of their annualised hours on a site of 2000. Those 12 people actually took those hours back into the bank and took credit time instead. We haven’t used those hours since. We have been close on a number of occasions but through flexible working and goodwill we have managed to avoid their use. What it does is focus the mind on other solutions. We say, let’s sit down and look at how else we could do this. Quite often it is the unions who are pulling managers back, not the other way round.”

Land Rover 

Land Rover first made changes to working time patterns whilst owned by BMW – however after being operational for a few years it became clear that a number of refinements were required. Acquisition by Ford Motor Company provided the opportunity to make a number of amendments that made the system more predictable and user friendly for both employees and the company. Although many companies operate work time corridors what makes Land Rover's scheme different is that individual employees have the ability to take time off work outside normal shutdown periods.  

Background


Many continental companies operated flexible working time patterns that increased their competitive throughout the latter part of the last decade. In the UK Land Rover was the first automotive company to introduce such a scheme to improve its competitiveness. In short such systems match production patterns with demand.

What changes were made?


The car industry typically has peaks and troughs in demand during any year with peak working requirements proceeding new vehicle registration milestones. When August 1st was the start of the registration year automotive companies experienced high demand for their products in the months leading up to August. Typically over 30% of all new vehicles were registered during August. A significant drop in demand followed this peak. This demand pattern meant that employees were required to work overtime and additional shifts at certain times of the year incurring significant overtime costs for the company whilst at other times of the year there was limited product demand and the company did not require as many employees at work at any one time.

This led to the introduction by BMW of Collective Working Time Flexibility (CWTF) scheme - a quasi-annualised hours system, based on a “working time corridor” of plus or minus 200 hours per year.

The company could call on employees to work extra hours in addition to their basic 37 per week, these additional hours were then “banked” and were paid out the following year at their basic rate of pay or could be taken as time off. The company also had the ability to 'stand down' employees that were not required without pay. In these circumstances employees' accounts would go into “negative” hours to be used at a later date. 

The CWTF scheme as originally established was not popular with employees, said Sue Treharne, Jaguar Land Rover Diversity Manager. For example, although there was a total cap of 200 hours, there was no limit to the individual periods of time employees could be asked to work extra hours or stood down without pay. This made it difficult for employees to plan their finances. 

When Land Rover was sold by BMW in 2000, the company took the opportunity to make the system more predictable for employees. The revisions made to CWTF mean that:- 

· Employees can only be asked to work an additional 10 hours’ per week of production for a maximum of six weeks, followed by at least a four week break;

· Minimum four weeks’ notice of additional working.

· Employees can be stood down, but continue to be paid.

· A Reduced Hours Account (RHA) was introduced for all negotiated groups. While employees work a 37-hour week, they are paid for 36. That unpaid hour is banked, up to a maximum of 52 per year, and can be used to take time off outside of official factory shutdown periods. 

To communicate the changes Land Rover stopped the lines to give a two-hour joint presentation to both day and night shifts on what OTF, as it was termed, meant for them personally.

In 2003 further refinements were made to the system, these changes were negotiated with the Company's signatory unions. Employees now have the opportunity at the start of the RHA year to convert banked hours to cash and attract a 10% premium or can save the accrued hours in a Life-Style Account which can be used to retire early.

What was the impact?


· Improved flexibility in meeting production with demand. 

· Maintained production capacity at 37 hours per week although employees work time is 36 hours per week.

· Employees highly value time off that RHA provides in addition to their normal vacation. RHA time off hours are used outside of the company's shutdown periods.

What issues arose?

Although employees value RHA, it continues to prove challenging to manage the scheduling of time off. Not unsurprisingly there are peak demand periods for leave that cannot always be satisfied. The Company has continued to work with the unions that represent employees to identify ways in which RHA leave minimizes disruption and cost for the company to improve its competitive position.




Summary





The case study is based at the Westinghouse Springfields Site, which has gone through major change over the last 10 years. In addition, to going through a transformation programme leading to the closure of two of its main product lines by 2008,the ownership of the Site will pass to the Nuclear Decommissioning Authority from 1 April 2005. 


The manpower numbers will reduce from a peak of  4000+ to approximately 600 in 2008.


The major challenges facing the business include:





- Safe manufacture to meet remaining contracts


Acceleration of existing work programmes


 Focus on future business and streamlining business support activities to ensure a profitable business beyond 2008          





The site has always had extremely low turnover rates – but the workforce was not accustomed to high levels of change. To achieve the change it was seen as essential to modify the culture of the organisation to achieve the transition from the old ways of working to a more efficient, flexible style. 





The change process involved opening communication lines, instilling a collaborative approach to problem solving and examining how employee attitudes and behaviours might be inhibiting change to enable them to develop  new working styles





Despite the fact that the change to annualised hours was implemented part way through this change process the fledging partnership approach helped Westinghouse and the unions to agree how to implement changes effectively.





Morale and motivation have been enhanced, absence rates have fallen and safety performance has improved enormously.
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